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14 October 1980 


MEMORANDUM FOR: 
FROM: 


DC I 

EA/DCI l&J- 


SUBJECT: 


Reflections on CIA and Your Stewardship 


As you ponder your tenure es DCI and the future, I have a few thoughts 

I would like to add to vour intellectual stew. I don t want to get into 

specific issues as done^^last week but rather he p you think about 
speciTic issu iH„f 0 ninpnrp" oraamzation. 


the "macro 
I . General 


ues as uunei > ^ ^ — .■ r. 

issues of managing an "intelligence organization, 


A. Good and Bad Change 

Much was made I of CIA being unique because of clandestinity. 
Balderdash. This town is full of agencies much pf whose wor k is clandesti 
e.g. , DEA , NSA, FBI, Justice, and ev enjthe I RS^ 


ne-- 


i i think our uniquenesses ov eremphasized among senior 
Tnanager^rnrneeor'to be emphasized among the t™«ps tormoMle) and tends 
to impose obstacles to coping with our management problems. 

Tn thP extent we are unique, it is perhaps because in no other agency 
tlTlo™ ip go! nsofar al we try for the sake of - of ^ 

’"P 1 "*? Ttem° M --we^diminis^our flexibility and effectiveness in 

"of'thfDepar^rtTclIrrerTni^er'way" 

oOuttin°gl ?--yoS ff n il H - o enco urage "percent revolution" in the context of 
a bureaucratic structure. 
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StOKti/tuti uni. i 


Moc+ tta manaaers have tried to accomplish this thrcu'jh frequent 
• Criticisms from Congress or customers require response 

organizational chang . . . ix r tu e plumbing chart. This does 

and the response is buree patSs-but these affect 
indeed produce ferment and P t nroduce confusion and uncertainty 

working conditions and career prosp , P comma nd. This kind of change-- 

vis-a-vis priorities, expectations and linesjf ‘«°- fenneIlt where u is 
bureaucratic/ organizational doe ’ , . 4.u e initiative and creativity 

T d6d e off icere^and^everyone^determi nation do the job * 

of case officers, ana everyone s rp< . ljlt . keep your head down, proceed 

cautiously^don ' t^maki^waves ^Kur^hc^/ reaper will get you in 
the next reorganization. 

the DCI s) . intel liaence needs, requirements and analysis. This 

consumers in assessing . . crit i c -j sm an d evokes a bureau- 

parochialism in turn breeds ^ e ^T^t-resDoIIse Worst of all, this 
cratic--i .e. , superficial and inef rr -jticism from you or downtown carries 
defensive, bureaucratic ^JPonse to cr itic ^cS^te mSgemenfs contempt 
down to the lower level ^th in tews ct airecxoi This, of course, 

for such criticism/advice and it holdness of analysts and operations 

ultimately dampens the cr ®®^ivi y aqement might in fact come up with 

officers who otherwise, with proper read their superiors 1 

"1gnllsTe C r5 e well-- a and SidSy'lea™ what those superiors endorse and what they 

disdain. 

t . . rT A u at . rpsDonded to criticism and the need to invigorate 

the intellectual 'climate with organizational change, 

the easy approach, it protects ins reflect acceptance of the criticism, 

the kind of attitud keep Mf f£m the doc tor just a little 

Organizational label changes keep changes within the existing 

longer. What is really needed , ho » , incentives, inducements and 

structure to minimi jn rrrfat?vt^KrESidness where it counts: 
:n th tSe S at°ti P tu°de U and f m™ds first of senior management and then of our employees. 
And that's hard. 

B. Attitudes Toward the D CI/DDCI_ 

' , can be brief because we have talked rtmjtth °t, 

your deputies grew up in an Jsency h th D ^ sk1 from outs ide, prepare 
do their own thing and interactea on y j Frank's activism 

for meetings and t>enri"9 s - t uSdinSl shift by this institution, 

required a massive, bureaucrat return to the old system--from a management 

smc ^ s ssmffffS h s-Tfe-h^: s? s raust 

dP aS^“ S , rrStSTtSTnd t S t 4v.«. ™ny of the trends you have set 
in motion. 
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II. The Directorates 


The DCI spends his meeting and paperwork time along the following lines: 

DDCI 


NFAC 

50% 

5% 

DDO 

25% 

45% 

DDS&T- 

m 5% 

10% 

DDA 


Independent Offices 

20% 

40% 


In other words, for the most part DDA and DDS&T run themselves and have little 
interaction with you and Frank. What business they do bring is usually conducted 
at the DD level. So, not surprisingly the business end of this Agency is DDO and 
NFAC — probably as it should be. Each has serious problems even you have been 
unable to shrink significantly. 

NFAC 


Your analytical directorate suffers from: 

— Incapacity to see intelligence problems from the pol icymakers 1 _ 
perspective and focus analysis accordingly; too often irrelevant. 

-- Excessive timidity and conse r vatism , especially as regards 

projecting ahead--whether five days, five months, or five years. 
They are great historians and poor prognosticators. They are 
nf hping wrong and preoccupied with the acquisition 
of "more data." 

-- Failure ever to admit failure or shortcomings. They have missed 
a number of important calls in the last couple of years and yet, 
rather than admitting it which would open the way to corrective 
action, will point to something in the file that makes appropriate 
warnings. Remember Kissinger's mocking of admonitory intelligence 
memos the policymakers never saw. 

— Continuing inability to perform multi-disciplinary ana lysis. 

— Persistent failure to be timely. NFAC has been left at the gate 
times without number. There are items in the production program 
for early next year on issues policymakers are deciding now. 

— Dearth of people with breadth of vision to take macro view of 
international affairs and see major currents at work, especially 
across regional boundaries. 

— Methodological backwardn ess, especially in political analysis, 
which is done the same way now as 25 years ago. 
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You have been the most highly respected and popular DCI ever with the 
analysts. Your meetings with them, feedback of results of meetings, and 
sharing of views all have been unprecedented and welcomed. At the same time, 
senior management shares and often is responsible for the shortcomings cited 
above. Additionally, though not as vocal as DDO or DDS&T, senior NFAC manage- 
ment is hostile and resentful toward your "idiosyncratic" approach to NIEs, 
many of your personnel policies and your management style--especially "tinkering 
and "stovepipe" meetings. These same managers are foremost among those reluctant 
to look into the future, to be bold, to admit shortcomings, etc. This is as 
true of some of the new younger office chiefs as of the older generation. 

On the positive side, Bruce and Evan are the first real managers the 
analytical directorate ever has had--but that means they are starting from 
scratch in terms of both directorate management tools and skills as well as 
office management.' They therefore also are starting from scratch on the 
management attitudes and practices of all NFAC managers — trying to catch up 
and drag them into the 1980s. 

DDO 


The DDO for too long (until 1973) was the be-all, end-all of CIA. DCIs 
were graduates of the DDO and catered to it, both in resources and prestige. 
It suffers from: 

— Unwillingness to acknowledge shortcomings and consequent need 
for corrective action. 

— Too little initiative and creativit y on both CA and collection; 
you and DDCI should have to weed out the best ideas from a large 
choice of good proposals. As it is, you two have to drag ideas 
out of the DDO. ” ~~ ™ 


-- A ji ngoistic approac h which, together with management and 
o( ' . ationa I practices , tends to Isolate it within the Agency: 
us vs. them (especially the DCI). 

— Some divisions ar e far too fat and riding on past glory (e.g.. 


-- The Headquarters component is still too heavy in some divisions. 
-- Too few younger senior managers. 
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The DDO management bitterly has resented your interference in their 
internal affairs and your criticism. They have not had to tolerate this 
in the past and still are not reconciled. No one before has challenged 
their priorities or management arrangements, not to mention on occasion 
their tradecraft. 

To summarize the directorates in medieval terms, the king (DCI) has one 
loyal duke (DDA) ; two powerful but separatist dukes (DDO, NFAC) who constantly 
challenge the king's internal control and centralization but are steadfast 
allies against an external foe; and one simply perverse duke (DDS&T) who 
has external alliances and is critical of all the king's efforts. While he 
is unprepared to cross the king directly, he is an uncertain ally both internally 
and externally. 

III. Your Tenure 


You have made many changes in CIA, only some of which will survive your 
tenure should you leave in the next few months. I believe the survivors will 
be limited to: 

— In personnel, the new performance report, panel system and 
accelerated processing of recruits. 

-- Tougher security practices. 

— The EXCOM planning process. 

-- Analytical priority to societal change. 

— Implementation of SAFE. 

Initiatives I believe will die without continued DCI pressure are: 

-- Successor plann ing on an Agency-wide basis. 

— Senior officer dpyplnnmeat nrnru e a mc beyond vague semblance on 
directorate level . 

-- The Senior Officer Development Course. It will continue but 
just become a replacement for earlier courses. Even for the 
first course, the DDs really did not put forward their most 
promising (fast-track) people. Quality was a little above 
the regular Midcareer Course, but not much. All incentive to 
do better next time will disappear without DCI pressure. 

-- Extra-directorate rotational experience, especially for aspiring 
senior officers. " ” 


t; 
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-- Efforts to make intelligence more relevant to policymakers, 
especially the President. 

— Future-oriented analysis. 

— SIS bonus progranL. 


-- Merit pay. 

Improve CIA's public image (profile). 

— Active DCI role on supergrade promotions, assignments. 

Tho^ arp others that can be added to both lists, but I think you get the 
point h From a management standpoint, the pressures are almost entirely centrifugal 
? +ho ah<;pnrp of a DCI deeply involved in management and willing to buck the 
JEs As I Save laid before, you and Frank are an anomaly in CIA history. Even 
too/ relatively long tenure as DCI has not been enough to reverse 30-year-old 
institutional biases toward particularism. Only if you stay or your successor 
iicks up where you left off can but a few centralizing, refocusing initiatives 
be preserved In short, the institution has bowed before your pressures, but 
has^ot broken; indeed, all along even while bowing the DDs kept looking out 
the corners of their ejes to see if you had averted your attention so they 
could resume business as usual. 

IV. Leadership and Control 

The DDs have consistently demonstrated a lflCLpf leadership qualities. 

Both DDO and NFAC refuse to acknowledge shortcomings and so ha ^changed ittl 
in resDonse to your recommendations and urgings. Neither the DDO nor tne uun^m 
has worked to find ways to promote the analytical /operational ferment necessary 
to ou? work or IS encourage the other vital attitudes/traits fast disappearing 
in °Z face of bureaucratic pressures-generated^not by you^ut by timid,^ 
conservative directorate management. Additionally, the QDs — X 

^ecaule^you h can i never S rely ll on d such C approaches 1 being presented to subordinates 

IS * sman°way V by ,Uh you 

on problems and issues you raise with tnem. 

I conclude that the only way a DCI determined to CIA can hope to do 
, 0 is to appoint the DDs from outside— especially NFAC and DDO. The precedents 

chn .1H alleviate fears associated with this. Bob Bowie was no manager and 
should alleviate J® ars ®;!^® less even though he was an outsider, I never 

, strona case that a former policymaker familiar with analysis (e.g., 

O k r??Lnrth Rob Komer any of several Assistant or Under Secretaries of 
^atl, or aJ Ambassadriike^Ron Spiers) would be an ideal DDNFA, bringtng to 
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the position fresh ideas, new perspective, and innovative insights along with 
management skill. As Boyatzis said, an industrial R&D director could also 
prove successful (though I tend to favor someone with government/policymaking 
experience) . 

.For DDO, John McMahon has proved that that position need not be filled 
by ^careerist. The pool of outsiders for this job is smaller probably than 
for DDNFA, but there still should be plenty to choose from--again, someone 
like Komer comes to mind as a man who would not be captured by the institution, 
who understands and accepts the value of clandestine work, and who brings fresh 
ideas and perspective to a barnacle-encrusted directorate. 

Finally, Don Wortman has shown that an outsider can mesh into CIA at a 
senior level and perform well. 

Unlike almost any other part of government aside from the uniformed 
military, CIA has been protecte d almost entirely from outside appointees except 
for the top two positions. While there are disadvantages to such appointments 
and some will not work out, I believe they are on balance beneficial to an 
institution because they bring a breath of fresh air, force review of old 
practices and procedures, and often bring useful changes of emphasis and 
approach. Even what they don't change must be re-examined and justified anew. 
If only one of every two or three DDNFAs or DDOs are outsiders, these purposes 
would be achieved. And, most importantly, such outsiders would be more loyal 
to the DCI , follow and implement his policies more faithfully, help bring 
ferment and challenge to the intellectual/operational climate, and overall 
improve the work of CIA in analysis, operations and management. Finally, from 
the DCI's perspective and based on your experience, I would argue that such 
appointments are essential to a DCI establishing real control over and in CIA. 
Professional, institutional interests can adequately be protected if the 
Associate Deputy Directors are career intelligence officers. Additionally, 
outside appointments should be made with exceptional care to ensure, above all, 
that such officials will appreciate the essential importance and challenge of 
managing an organization so dependent upon imagination and creativity and yet 
also upon the relevance of its work to those who daily must make concrete and 
difficult decisions. I believe you or your successor should move to replace 
the DDNFA and DDO within six months of the inauguration. 

V. Conclusion 


Harsh as the judgment may be, I believe you have only scratched the surface 
of this institution (apart from creation of RMS). Many of your initiatives 
will fade because you started too late and have not yet found an institutional 
handle (analysis) or the initiatives remain alive only because of your 
persistent pressure (senior officer development, successor planning). You are 
the first DCI/DDCI even to try to manage CIA but the lack of real support in 
the institution for most of your and Frank's changes (beyond some of your 
personnel and security changes) and the old centrifugal, traditionalist pressures 
will erode and finally destroy much of what you have tried to do. Your (or 
Frank's) continuation in office for a couple of more years — with the DD personnel 
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changes I propose above— could institutionalize more of your initiatives. 
But if you leave within a few months, a new DCI will have his own agenda— 
and based on past experience it will not emphasize central management nor 
parallel your plans. 


None of this should surprise you. Few heads of large departments or 
agencies really impart new directions to those institutions— just look 
around town. As Jimmy Carter and Richard Nixon learned the hard way, the 
bureaucracy is an implacable foe, all the more so because it can almost 
always outlast those who wish to change it. The beauty of a second term 
for any President is that it gives agency heads like you two or three years— 
unanticipated by the bureaucracy— to consolidate initiatives and changes. 

And I see that additional time as essential for you if more than two or 
three of your innovations are to survive. 


If you are reappointed or to the extent you can coopt the new DCI to 
continue some of your efforts, I would urge the following agenda: 


1. Move quickly to establish (better) control of Agency. Appoint 
new DDO from outside immediately; replace DDNFA with outsider by Fall 
1981. Make clear to new appointees (and holdovers) that their tenure 
will depend on performance and loyalty to DCI and his programs. Without 
such control and the collaborative^o^er,^ DDs to make the bureaucratic 
changes at various levels vital to A specific initiatives, any new programs 
are likely to last only as long as the incumbent DCI— your present problem. 
I do not agree with Frank that the DDs/EXCOM can be "brought along" or 
induced to accept changes that are fundamentally at odds with their 
independence, authority or administrative discretion. 

2. Consolidate personnel initiatives, including senior ojficer 
development, executive development, rotations. Agency-wide successor 
planning, as well as the role of the DCI/DDCI and EXCOM in long-range, 
centralized Agency planning. 

3. Better focus analysis on needs of policymaker, timely production, 
and orientation toward prediction and analysis of future developments. 

More SNIEs, special studies on current policy issues. Improve overall 
quality of analytical product. 

4. Develop initiatives (incentives and other tools) to promote 
analyst/case officer creativity, boldness, and intellectual ferment. 


5. Bring the DDO to heel institutionally while opening it up to 
new ideas, approaches; encouraging bold initiatives; continuing emphasis 

on^^Tj^n and fi^^riSSiSilS!!; 

Because this paper has focused on CIA, I have not dealt with the Community. 

If reappointed (or when your successor is appointed) you or he should press 
the President to resol ve _certa in ambiguities of DCI authorit y over the Community. 
Apart from that, the DCI should: 
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1. Consolidate RMS and CTS, especially the latter. 

2. Reduce the size of NFIB to manageable proportions. 

3. Refocus NFIB on policy issues and collection/analysis 
priorities vice processing NIEs. More meetings on contemporary 
problems (e.g., Iran-Iraq). 

4. More one-on-one time with D/DIA, D/NSA, and D/INR. If you 
establish good relations with them, rest don't matter. 

Nor have I discussed the DCI role with the policymaking community. I 

1 would refer a new DCI (or you) to the recommendations in my Studies article 
on "Intelligence and the White House." Additionally, I would suggest that 
you or your successor devote more personal attention to your important 
constituencies: 

1. Take steps with the President personally to ensure regular DCI 
\ participation in any informal meetings such as the Tuesday lunch (LBJ) 
or Friday breakfast (Carter) as well as such meetings as the V-B-B or 
M-B-B. 


2. Establish close working ties with National Security Advisor, 
who is the DCI's most natural bureaucratic ally and CIA's point of 
access to the policy process and the President. 


3. Personally cultivate key Congressional leaders, such as 
Chairmen of SSCI, HPSCI, as well as of the Foreign Relations, Armed 
Services and Appropriations Committees. 


A final thought that may be presumptuously elementary but often overlooked 
by people new to senior government levels. Appointment to head an agency 
provides only a nice office. Anything else— playing a real role in the policy 
process or actually managing the institution—invol ves a massive effort and 
enormous energy every day. The exclusionary process inside the Agency and in 
the circle of policymakers is extraordinarily powerful. A -DOT cannnt. 
the time to manage CIA day to dav: he must be able to relv on his DPs to 
.implement not only his initiatives but their own ( consistent with his 
objectives; loyally and energetically. Most of his time should be spent 
(1) ensuring (and playing) an active role with policymakers, (2) working 
the Community hustings, and (3) cultivating the Congress. Only the DCI can 
do these things— and his success in doing them depends on being confident 
that his deputies are running his_ Agency as he wishes and according to his 
objectives and agenda. Time spent in trying to bring his subordinates around, 
in overcoming their resistance, in being the only idea-man, and in trying to 
run CIA from the DCI/DDCI's office is time away from the DCI's role as intel- 
ligence spokesman and representative, chief Presidential intelligence adviser, 
and chief link/lobbyist with the Hill. The DCI must manage CIA--unlike before 

role"outs i’dl W* bul fM I’fA'fl && \¥ CW a'nTO s 
bureaucratic control over it must be effective— and it in turn must perform its 
mission effecti vely— for him to play his appropriate role with the Community 
and the policymakers. 
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